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ABSTRACT
Leadership Qualities Necessary to Rebuild a Top Performing Team
Britta Sundberg
June 2nd, 201o

Non-thesis Project

Finding good leaders is one of the biggest challenges a business faces. Companies
need strong peop[e that positively lead in good times and even more importantty during
down times. Every organization will face challenges and it is how the leadership
handles the situation that witl determine the success of the outcome. What behaviors
do successful managers have that help them continue to perform in good times and in
tough times, not allowing the tough times to destroy what they have worked towards?

Accountability, leadership development and open communication are vital when Ieading
a

team. This thesis wilt look at these areas. First

is the manager accountability of the

current situation and performance outcomes that are being achieved whether it is poor

performance or outstanding performance. The other key management characteristic is
leadership development necessary for coaching & training and reflecting the 'team'

focus, not the'me'focus. Lastly having open communication as part of your leadership
phitosophy.
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lntrod uction
The following is based on academic research and my personal experience in
helping teams move from dysfunctional and poor performing teams to those that are
engaged, focused and team oriented performers. "Leadership is difficult work, and it

can be easy to stray from who we are at the core in or^der to satisfy business
imperatives. Being totally authentic may present particular challenges in today's highly
competitive environments where" (hllind Tools, 122). Good leaders hold them self
accountable, they focus on the development of their people, and they are authentic in
their actions.

Baqkqround
I have worked with coilege admissions teams for eight years. These teams are

the growth machine for the college. h/uch of the student recruitment is a direct result of
the efforts of the admissions departments. Great admissions teams fuel a thriving
campus, while struggling teams can quickly result in stagnant or dectining enrollment at

the campus.
The last four years I have been assigned the challenging task of working with
struggling admissions teams to assess the dysfunction within the team and help them
turnaround their poor performance. The problems have varied widely but they all began
with the admissions leadership, the director of admissions ln some situations the

director could not be sufficiently retrained and they had to be 'let go'or they chose to
move on when it was cJear that they didn't have the necessary skitls or desire to

succeed in the director ro[e. ln some situations we were able to'save'the director by
giving them new skills to effectively manage their

team

[On campuses that had no
6

director, Iwould come in and act as the director; personally dealing with a variety of
different problems and ultimately getting the team back on track and hitting goals.l
It was challenging to work with the existing directors because

lwould have to

assess the leadership issues that were holding them and the team back and motive the
director to change their management approach. There were a range of issues that
impacted poor manager performance but I have concluded that the heart of poor
manager performance revolve around two key elements - lack of accountability and
inadequate communication.

A typical scenario would be a director trying to cover-up things and defend
everything they were doing

-

no ownership of the current situation and

underpefformance of the team. ln this situation I would have to defuse the
defensiveness and build the trust so the director would be open to my suggestions.
After gaining their trust they could see that I was truly there to help them succeed,
rather than being there to 'get rid' of them. Once they knew that I was there to help,
they were more open to suggestions and looked at things from a different point.
Once they accepted their role in the performance issues and took ownership,

they opened up to coaching. The'fixes'often revolved around improving their
communications skills. Together we would work on identifying the needed changes to

their communications approach and then begin adopting the new skills. Even seemingly
small changes often brought significant improvement and they could see the results

almost immediately. Even though some were small changes, they saw the big impact
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that it can have on their team. Then we are able to make more progress to the point that
I could step out of the picture.

I

ACCOUNTABILITY
IVanager accountability for their ownership and communication effectiveness is
critically important to the organization. The Admissions department is the backbone of

our company. lf we are not recruiting new students, we do not have growth, which is a
key objective for any college.
I have spent long blocks of tirne on all of the campuses, some that are

performing and some that are not. ln the case of the performing campuses there is
usually ownership of results and good communication where staff knows what is
expected of them. The non-performing campuses often make excuses for poor
performance and their lack of communication makes expectations unclear.
Underperforming teams are unhappy teams. When the team is unhappy there is a
significantly greater risk of high turnover, people acting out of character, and of course

they are missing goals. The lack of communication is a lack of ownership, which can be
hard to recover from.

Strategic Vision
When there is a lack of defined leadershipiownership of the team, the team
view's the manager as a peer instead of a leader. A manager's responsibility is to lead
the team and make decisions for the team, keeping the best interest of the team in mind
and the best interest of the student. lVanagers shoutd not be deferring decision making
on to other management - they are the leader and should be able to make decisions for
the team. Being a leader means that you will have to make tough choices for the team

and it also means that you may have to push back on upper management at times to

9

get what will be good for the team. lt is important that the team sees that the manager
is willing to stand up for them.

Leaders provide the initial vision about why an organization exists and where you
are going. They communicate this vision and they own the success of the vision. They
clearly communicate their belief that continuous growth, learning, and improvement will

ensure its accomplishment. They build consensus and ownership around this vision,
and are influenced by the views of others in the organization. They model the actions
they want to develop in others. "Their expectations are verbal, but most importantly,
actions that others can see. Leaders who want a Iearning organization continuaily learn

themselves." (Heathfield, 2). The idea of leading by example and continuous learning is
something that has been engrained in most people early on even before they start their
career, then why is it one of the first things managers forget? Some believe they have
'done their time'and they have'been there, done that,'are common statements that
separate the effective leaders that truly own the outcome of their business.

lnteraction with People
IVlanaging by walking around (lVlBWA) is the unstructured approach to hands-on,

direct participation by the managers in the work-related affairs of their subordinates, in
contrast to rigid and distant management. ln MBWA practice, managers spend a

significant amount of their time making informal visits to the work area and listening to
the employees. The purpose of this exercise is to collect qualitative information, listen to

l()

suggestions and complaints, and keep a finger on the pulse of the organization;
according to the business dictionary.

As a manager there is always going to be a lot going on that could keep you
glued to your chair, it is important that managers don't fall into this trap. They need to
get out of their office and communicate with the team, find out what is going on in their

world. lt can be conversation about work, but it is also important to have some social
conversation, find out how the weekend was or how the family is doing. The manager's

team should be the number one priority. They need to be able to multitask, but also get
up from the desk and have a verbal conversation.
I've worked with team's that had the unfortunate experience of working for
someone who did very little verbal communication, preferring to stay rsolated in their

office and rely on electronic communication. One example is where the previous
manager would send about 25-30 emails a day to the team, never leaving their office.

They had one example where this manager sent 15 emaits in one hour! The team was
sitting about 15 feet away. When I came to the campus to address the performance
issues I asked them what they would like from me as their new manager. They said it
would be nice if I would come out of the office once In awhile and not send so many
emails as the previous manager did. After just spending a week with them they were
appreciative of the conversations we had and they kept saying 'we are just not used to
someone who actually talks to us'. "Vr/e must build relationships based on openness
and

trust And this will happen only if we dare to get close to each other in the splrit of

empathy, expose parls of ourselves to each other, and discover common ground in the

ll
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process" (Hanson,

56).

By getting out of the office and walking around, spending time

with your people; outcomes will improve as well as team moral"

Ownershiq
A manager should own the success or lack of success, when the team is doing
well it is easy to take ownership. The ehallenge comes when the team is not making
expectations; most make excuses instead of owning it and finding a way to fix the

issues. When the manager has made excuses for the team's poor performance, they
are trying to justify their lack of performance and leadership. Since the team sees the
manager making excuses for not achieving goals, they feel that it is also acceptable to
miss their goals. At this point the team and the manager are stuck in a rut of
underperforming and it is very difficult to turn around. lVlany leaders don't even realize
that they have been making excuses, which creates a culture of failure. They don't
know how they got there or how to get themselves out of

it. They are defensive of their

work and don't usually see why things are bad or understand the powerful role they
played it getting the team in this dysfunction culture of failure.

When they acknowledge how their actions contributed to the under-performance,
they then face the task of trying to shift the team culture. The team will struggle when

there is a shift to accountabitity, where they are now being held accountable for their
lack of performance. Some of the people can't deal with the change, which leads to
turnover.

t2

It is important to understand what a good leader is and what causes even good
leaders to allow a culture of failure to develop. Strong leaders that can work through

difficult situations is key for any organization to get where they what to be. Every leader
will face challenges; therefore it would be good to know the warning signs when the

work environment is turning into a culture of failure. Knowing these indicators will help
the manager identify it and correct it before it escalates into a major problem that is hard
to recover from.

t3

Leaders

h

ip Development

An organization that doesn't value leadership development and gives
training/coaching a low priority will inevitably experience underperformance and
turnover from the teams. "Without mentors the community ceases to be a Iearning

community and productivity suffers" (Hanson,47). lndividual training is a great time to
have open communication with an employee. lf the manager doesn't make time for the
training they are sending the message to the team that the manager doesn't value them
enough to give them the time necessary for continuous improvement.
Not doing training not only affects the performance of the tearn, but it also
affects the team's morale. They know that they are supposed to have training and

when it doesn't happen they get frustrated and feel like their manager doesn't care
about their success or them as a person. "Rather than believing that you $omehow
have to motivate people to do work, most people start out motivated

-

but then other

things happen, or don't happen, that reduce this natural motivation" (lVlind Tools, 110).
lVlanagers too often under estimate the importance of this training and the time that they

spend with an employee. One of the first comp[aints I hear from people about their

previous manager is that they never took the time to train or if they did it was not
effective.
I have heard from many managers and professional coaches that it is up to the

employee to seek out leadership development don't wait for your manager. lfeel that
people can easily ask for help on performance, but when it comes to mentoring and
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developing people don't know what to ask for because they don't know what they are

missing. lt is our job as leaders to readily provide mentoring for our people"
Goaching
Coaching needs to be effective for the employee, when coaching the manager
should understand the other persons'style, so they know how to reach the person. To
be an effective coach it is necessary to listen and be empathic to what the person is

telling the manager. lt is also important to understand where they are coming from and
what their pervious experiences may be. "Empathy is simply recognizing emotions in

others, and being able to 'put you in their shoes'

-

understand the othet- person's

perspective and reality." (lvlind Tools,109). By trying to put yourself in their shoes you
can make sure they are getting something from the coaching.
I give my first manager credit for taking the time to help me be successful. lf this

manager had not given me this valuable coaching, I don't know if lwould have
succeeded

in

hlly manager let me struggle for awhile before helping, but then took the

time to help me relate my previous experience to our student. The manager asked me
questions to guide me down the path of solving my own problem, so not only did I 'fix' it,
I was

also completely bought into the'new way'. Coaching should take the'[

approach; make

rt about

- You'

the other persons needs and not about what you need.

Opportunity
Sometimes coaching means having to have the default conversations witlr our
people, we do not want to beat people down but we are also not helping them by not
giving them constructive feedback. You can not be a winner atl of the time and not
I-5

everything will always be great, it is from our failures that we learn and grow. People
look to their leaders for feedback so they can get better and achieve their next goal. lf

we never give people constructive feedback they will not develop. How we approach
these conversations is what makes the difference between success and failure.
We need to be careful to not celebrate mediocrity; one good week of
performance does not make up for four bad weeks. Chances are that they are still far
behind of where they need to be and they need to continue the improvement and stay
on

track. The manager needs to find out what caused

the poor resu[ts before they can

take steps to improve and establish what they need to do differently to continue the

success. Wins should be celebrated; you just need to make sure that the overall goal is
stilt in the picture and the improvement needs to continue. This stresses the importance
of setting clear expectations, hetp people meet those expectations, and stlck to the
expectations.
Leadership development and coaching should not be an event; it should be an
ongoing activity, "When you communicate well, you can be very successful. On the

other hand, poor communicators struggle to devetop their careers beyond a certain
point." ([Aind Tools,l

Ret

1 1 ).

lnvestment
When we invest time, energy and money into developing our people they will

perform better and wilJ be more satisfied with their career. lVlost people aspire to be
good at their job and often are willing to do more than what is in their job description. lt
l6

is our job as leaders to help people achieve their goals, in turn it will help the manager
achieve their goals, so both people are gaining from the investment.

ln my organization we started doing a leadership institute two years ago and the
pay off has been great. The idea for the leadership institute came about because we
had good people who had been with us for many years, but were lacking the leadership

skills necessary to help grow the organization. These people had proved that they
could get the job done, but needed leadership development. The first class was made

up of twenty director or higher level leaders; they went through intense six month
leadership training. They were required to travel, read leadership publications and
books, write papers, role play, and they had to graduate. It was a lot of work and time
on their part, plus having to continue with their other normal responsibilities of work and

family. The people that ltalked with really enjoyed what they were learning and that the
company was willing to make the investment in their professional development.
By making this investment in our people we have gained as well, Twelve of the

twenty people have been promoted, only one person has left,5 have been given more
responsibility, and 2 are doing well in their role. Nineteen of the original twenty now
serve as mentors to the 2010 class.

ll
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This clearly illustrates that making the effort to invest in people has an
outstanding rate of return. A 95% employee retention rate after two years is incredible
It doesn't have to be something as big as the leadership institute. Just taking the time

and effort to develop the team skills wi]l result in significant improvement.

l,q

Leaderghip Philosophy
It can be easy to get wrapped up in what the manger needs and forget about

team and their need for strong manger leadership to assure successful results.
Effective leaders do not think'l'they think'we'and 'team'; and it is'we'that gets the

credit. To show that the manager truly cares about 'we' and not just 'l' they need to
show the staff that they will Iisten to them. They need to see authentic leadership that is

focused on the team, the mission, and empowering the individual staff members.

Listeninq
Listening is a skill that takes practice and continued focus. Everyone has felt like

they aren't really being heard, and it is frustrating and demoralizing. Everyone has also
been guilty of being on the other side and not really listening to someone

else

Why

would we do that to someone else when we know the negative impact that it has on us?
"Listening well has been found to distinguish the best managers, teachers, and leaders."
(Goldman, BB) We all get wrapped up in our own activities and often think our issues
are the most pressing. But we are missing a lot of opportunities to help the team when
we don't listen.
l\ilangers will have to work through difficult situations with employees. When

someone is struggling, they are often looking for all kinds of different reasons to explain
why they are not performing. They aren't always just trying to make excuses. "They
have emotions, deeply held values, and different backgrounds and viewpoints; and they

are unpredictable. So are you." (Fisher

19)

Try to understand where the other person

is coming from and what their fears may be and keep that in rnrnd throughout the

l9

conversation. lt is also important that the other person knows that you are listening to
them and not just criticizing what they are saying. A manager may feel defensive
because they feet like they have tried to help them, but maybe they didn't take the time

to really listen and find out what will help them. This will take patience especially when
there is a lot of emotion involved. However, it is essential to stay calm and let the other
side vent. Remember the one that is calm is the one in control and it will naturally
deescalate the situation. Once both sides are communicating on the same level it will
be a much easier task to come to a solution. Also, if they feel like they have a say in the

solution it wilI be easier to find a solution that wilt stick.
A good manager should also have the confidence to reach out to people on the
team and ask their opinion. They are the managers that are communicating with their
team every day. lt needs to remember that if the manager isn't dealing with the day-today issues, they aren't going to be effective mangers/leaders. "Dumb-upness and

define it as'the higher you go the more disconnected and consequently the dumber you

get"'(Hanson, 50). [t is not a managers responsibility to know everything. lt is alright to

say'l don't know, let me look into it orwhat do you think we need to do differently.'This
will help people feel that they are a part of the team and part of working towards
achieving the mission.
Being authentic is the way to get better results, get more respect, and ultimately
be more successful. "A defining quality of l-you engagement is'feeling fe[t,'the distinct
sensation when someone has become the target of true empathy." (GoJdman, 107)
When we take the time to truly listen and empathize with people that we work with, we

see better results all around and people are happier.
20

Beinq Authentic
Being an authentic leader is not about one style of leadership, it is about being
an authentic person, no matter what leadership

style. An authentic leader should

complement your natural personality and leadership style. They must have excellent
communication skills. Being an authentic leader takes practice and hard work that
should never end. There is always room to learn and continue growing as a leader.
I\4any people go into what they think of as a leadership position, but are really

acting more like managers. Managers manage tasks; they are our DO people while
leaders are focused on not just the outcomes, but a[so on the development of the
people and the department. "The leader is the one who climbs the tallest tree, surveys

the entire situation, and yells, 'wrong jungle!'. But how do the busy, efficient producers
and managers often respond? 'Shut up! We're making progress."' (Covey,101) As
leaders we need to work together as a team to get the whole job done, but if people feel

that the leader doesn't care about them, they are golng to be less inclined to want to
work for you. Good authentic leaders truly work as a team and see the benefit in
empowering their employees.

An authentic leader is someone that stays true to their values and beliefs
regardless of their leadership style. "Great world leaders

-

George Washington,

Abraham Lincoln, lVlartin Luther King, J\4other Theresa, John F. Kennedy

-

all had very

different styles. Yet each of them was an entirely authentic human being" (George, 13)

2t

These are examples of people that we commonty think of as good leaders, but
there can be authentic leaders that do not have good values. Unfortunately there are
authentic leaders that do not have strong ethics. ln'Authentic Leadership'George talk's
about a person who went to school with Enron's CEO and claimed the future CEO
would talk about how business is about finding loop holes and doing whatever it takes to
get to the

top.

ln this case and many recent examples of corporate misdeeds, it is clear

that though the organization was being lead by authentic leaders, these Ieaders often
mandated the same misplaced values on the whole organization. There can be short-

term success under Ieadership that has lost sight of a strong ethical vision. But longterm there is often a collapse of the organization when regulators and the legal system
gets involved. Enron is a perfect example of a ruined company and lost retirements and
jobs for hundreds of employees

- alt because the CEO lacked a moral compass-

"Authentic leaders genuinely desire to serve others through their leadership.
They are more interested in empowering the people they lead to make a difference then
they are in power, money, or prestige for themselves. They are as guided by qualities
of the heart, by passion and compassion, as they are by qualities of the mind-" (George,
12)

1'\

Examples of Leadership Experience
There are many examples of both exceptional and poor leadership styles in my
current and previous companies. They have been fast growing companies which
provide educational degrees both online and in the more traditional classroom

environment. Our challenges are many. They are quickly entering new markets as they
open new campuses throughout the nation. With this rapid expansion they are entering
uncharted territory. The issues are unique at each new campus, so a cookie cutter
approach will not work. This requires a great deal of flexibility and creativity that
stresses the best of the management team but really highlights the weaker
managerlleaders.

Additionally, competition is stiff. The very survival of many of our competitors is
being threatened. They clearly not only want to survive but they want to grow our
market share. This economrc crisis does create opportunities that wilt require a well

focused, yet flexible ptan. The Ieaders of this company will be instrumental in guiding
us through this chatlenging environment.

Good the Bad and the
It is in these environments that Ihave experienced'the good, the bad and the

ugly'of the various Ieadership styles that exist. Personally, I have learned a lot from
both the great examples and the very poor ones.
First, there is 'the good'example. I had a manager that I consider a great

leader. She takes the tlme to get to know people as individuals and tries to understand
where they are coming from, so that she can find the best way to help them succeed.
23

She never lets her people feel her stress, she is calm and helps guide us through
challenging situations. She often uses examples to illustrate her point of view and helps
keep us focused on the company objectives.

She is also a wonderful listener. We often had informal discussions where she
will inquire about various aspects of a new challenge. lt is never threatening. From this
discussion she will give additional information that may help me understand the
objectives of the company and give me suggestions to help us achieve our goals.

Above all, she is quick with praise when it is earned and will readily defend us if
there is unjust attack. We often have team meetings where she will dole out the praise.
But she is careful to be sure that the praise is earned. There is no shallow,

meaningless praise given, which makes it all the more meaningful when it is received.
Her ability to manage up is one of the best examples of her superb leadership

skills. First she has earned the respect of all including subordinates, peers and
superiors. This has been earned through her deep understanding of the company, her
pulse on the organization and her persuasive communications. She has the knowledge,
courage and wisdom to know how to interact effectively at all levels. I consider her a
natural leader.

There are also 'the bad' examples of leadershrp. These are people I have seen
that are focused primarily on their own 'climb up the ladder'and not the overall success
of the company. Their decisions seem based on how it might help their career. Their

employees quickly understand that they will be readity and unjustly blamed by their
manager if that person thinks it will advantage

them They are also the managers

that
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lack courage and conviction. They differ easily, without questioning the decisions from

others. These self-seeking people thrived under the leadership style of a pervious
manger. They will not challenge even the bad decisions for fear that their career will be

hurt. They do not find a way to effectively communicate and convince the difficult
leader.
On the other side of the spectrum, they have 'the ugly' example. A previous
manger had a leadership approach that was very destructive to the productivity of our

company. He had a leadership title, but did not have the natural ability to lead.
The manager had a Machiavellian leadership style, which caused the opposite
results of what he is trying to achieve. He comes from a successful family and
graduated from an lvy League college, he is an ambitious man at best and not a true

leader. He has the academic credentials but the motivating leadership skill that help all
be more productive is Iacking. During times of crisis, which he often creates, he goes

into panic mode assuming that everything is about to implode. His first instinct is to
attack and blame. lVlany of his decisions are based on partial knowledge of the facts

because he will not listen to the insights that others offer. The fear that this styte
creates is hugety destructive, often paralyzing some workers and clearly harming the
productively and overall good of the company.
For example, he would direct us to try something new for a day, and then if there

aren't immediate results he will change it again, not giving it sufficient time work. IVlost
people refer to this as knee jerk reaction which does not produce results. He has a
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similar threatening, knee jerk approach with employees. One day you are great and the
next day you are wondering if you should be looking for a job"
He takes no responsibility when things go wrong, even though the direction was

clearly his. The management team spends more time trying to please him, than they do
on fulfilling their actual responsibilities. The fear that he instills in his direct reports
cascades down through the whole organization- An edict comes from his office and
everyone jumps on the bandwagon without daring to challenge his decisions. He

seldom asks for advise or input from those who are closest to a situation and would
have valuable insights.

The most significant example of the harm being done is the loss of very talented
people who know they can move to another company and be allowed to succeed.
Having high levels of employee turnover requires additional recruitment and training

plus dealing with disruption and productively loss of the rest of the team. Fear
permeates the team when their manager leaves. It causes staff to wonder if they need
Iook for a job or can deal with stress. The personal stresses can also taking a

tremendous toll, seeing normally calm and cool people reacting with emotional crashes
that are very uncharacteristic of them.
It is good to have both good and bad examples of leadership or lack thereof, you

can see what you would aspire to be and what you don't want to become. I would
imagine that maybe the 'bad and ugly' didn't start out this way, but couldn't deaI with the
pressure and has now evolved into something that people dread to have to work

with

t
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have seen the negative impact it has had on people and their ability to be who they truly
are
How do we as aspiring leaders use this information to help us get better? It
requires that we make sure we are practicing the following on a daily basis. This will
keep us focused on what is important and how do we get there successfully.

Big Picture Vision. This requires keeping our focus on our top priorities
which are growing the organization without losing our values.
Team First: in times of crisis it is important to keep the team positive and

productive. One of my strategies is to buffer the negative energy from any
upper management, I make sure that their needs are being met so they
are able to do their jobs effectively.

Listen, Listen: This is the best means of getting valuable insight which
means letting staff speak openly to get a true picture of the current

situation. Without this accurate view of the situation, it is impossible to be
successful. Putting myself in their shoes helps me to understand why they
are having trouble. This enables me to resolve disruptive issues. One of

the best examples is from my manager who taught me to first ask the
person to'he[p me understand what you are looking for.' This calms the

situation and I get a better understanding of what is really the problem and
we can often solve it together.

2l

l

Walk the Talk: This is about earning respect and trust, not dernanding

it.

What I expect of my team, I need to do at least that much or more. They
need to know that they can count on my word.
o

Buck Stops Here: This is about taking responsibility for good and bad
outcomes and not trying to deflect the bad outcomes to someone else or

take credit for unearned good outcomes. Again this earns respect and
more importantly it usually benefits the company. Admitting error is also

an important attribute to being an authentic leader.
o

Backbone: This is about integrity, courage and wisdom. lt is important to
tackle the sensitive issues in a constructive manner. This can apply to
situations with direct reports, peers and superiors. For example, not
dealing a negative employee will poison the whole team.

a

Problem Solver: This is the ultimate outcome of an effective leader. This
comes back to the difference between a manger and a leader. I strive to
solve problems by not over-reacting and looking at all aspects of a
situation.
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Lit Review
The Business and Practice of Coaching was a great book to help someone figure
out if a coaching career is a good fit for them and if so, what area would they want to

focus. The authors give good advice and then they show the experienced person how
to use it. They talk a lot about different aspects of becoming a coach, such as the
differences between therapist, consultant, and coach. They compare this to a simple
real world analogy of how to ride a bike. The therapist would stand off to the side,
observe, and be there to coach you as the rider learns to ride a bike. The consultant

would be on the bike next to you telling you what you are doing wrong, how to fix it, and
then they would ride away. The coach, however, would get on the bike with you and be
there for the long haul. They talk about the coach and client relationship as a
partnership and not a hierarchy, and then they supply worksheets as a tool to help you
recognize the difference between coach and therapist.
ln the study of leader behavior, work attitudes, and turnover of sales people

Jones distributed 120 surveys to a national field sales force of a major consumer goods

manufacturer. Jones looked at work related attitudes and asked questions about
leadership consideration, role clarity, role conflict, role ambiguity, job anxiety, job
satisfaction, job tension, and propensity to leave. The study sample was 98% male with

an average age of 27.3 years. They atl had college degrees and the average tenure

was 1.7 years. Jones found a positive relation between leadership considerations, role
conflict, job anxiety, job satisfaction, propensity to leave, end turnover. Leadership role
clarity and role ambiguity were positively related, but there was no significant

2t)

relationship to role ambiguity and job anxiety or job satisfaction. This study could be

improved by surveying a larger group of people that are both male and female.
DeCarlo and Rody studied supervisory management particularly in the sales

force they look at the difference between an employee's perception of their manager's
leadership behaviors and the employee's desired behaviors. The sampling was of 27
U.S. sales managers and 81 sales people from equipment, electronics, and tire

manufactures. The response rate was 7O%. DeCarlo and Rody also sampled 18
Australian sales managers and 54 sales people from the financial services field.
Australia had an 85% response rate. Both samples were mailed surveys and the
respondents had to be at that company for at least 6 months. The results indicate that
the mean levels of initiation of structure, consideration perceptual congruence and effort
are significantly greater for the U.S. There was no significant difference between the
two samples for extrinsic and intrinsic job satisfaction. This study could be improved by
getting a larger sample size and also to survey people from the same industries in both
cou ntries.

Skillsoft interviewed 200 employees ranging from entry-level to executive
positions, in information technology, sales and marketing, customer service, finance,
human resources, administration, and other roles. They were surveyed to find if the
employees believed that their manager was a competent leader. Two-thirds of the
participants agreed that their manager was ineffective with 35% believing that their
manager is not a [eader and 30% believing that their manager is not qualified for the
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job. They also found that 65% of lT employees viewed their manager as a leader, as
opposed to the 51% in sales and Marketing. They could improve this study by getting a
larger sample from each of the departments.
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Chowdhury studied the motivational impact of sales quotas on effortand looked
at the effects of quota level, expectancy, and self-efficacy on the motivation to expend
effort at a task. The sales quotas they studied were externally assigned by the

manager. Chowdhury used 113 students enrolled in undergraduate business courses
as the subjects and assigned them roles of sales peopte and exposed them to several
experimental conditions. The results showed several significant interactive effects
between the levels of the assigned quota, self-efficacy, and task-related information.

Self-efficacy is a significant moderator of the relationship between the assigned quota
and the level of expected effort. The effect of quotas on effofi is influenced by the level

of expectancy, which is also susceptible to task-related information. The study could be
improved by using people that actually work in sales instead of students who aren't in
the real world yet.
Lagace studied the reciprocal trust between sales managers and sales people.
Lagace Iooked at role conflict, role ambiguity, leader-member exchange, satisfaction,
and pefformance of both managers and salespeople. Lagace sampled 120
saleswomen and 63 sales managers to complete the survey. Lagace found that the
reciprocal trust element is important to both parties. The salesperson with high trust
has a better opinton of their manager, higher job satisfaction, and lower role conflict.

The manager with high reciproca! trust impacts only satisfaction of the salesperson,
evaluation of the salesperson, and the leader-member exchange. lt would be unlikely

that one salesperson would affect the manager's performance. This study could be
improved by sample more than just saleswomen, they should survey all salespeople.
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Conclusion
lVly road

to becoming an authentic, successful, and well respected Ieader will be

based on continuing to look to history and learning from examples around me. Through
my experience and research I know the importance of accountability of myself and the
people around me; we have to thrive in good times and in

bad.

The importance of

development of others and me and stay focused on the strategic vision. Leading by
example and staying true to my beliefs will show people that I care about their success
as well as the company.

JJ
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